26 March 1996

TO: Lester Snow
FROM: Andy Gunther :
- Applied Marine Sciences MAR 2 § 1995 -
David Besnard | | |
. ESSA Technologies
RE: . “Cpordihate’d Maﬁégement Structure, .

Draft Orvamzatwnal Dlagram

* This meémo descnbes a prcposed orgamzauon structure intended to serve as the long-term housxng

*  for Bay-Delta restoration and management activities, under the leadership of the CALFED Policy

Group. The design is deliberately interided to provide severa! areas for effective and meaningful
stakeholder input. Readers should be aware that this is an initial proposal, and that we wekome
comments, suggestions, and constructive criticism. '

Once the 0verall structure is generally acce_pta‘ble to CALFED, the plan is to then share this with

zed groups and to discuss the contents, seeking consensus on 2 structurs acceptable to all major
caucuses. Once that is complete, a new section will be added to this memo describing the proposed
transition path and timetable, and the consensus building process will be repeated. As well, we
propose to outline whart an annual set of activities would look like and to describe how input from
all levels.and components would be mtegratnd and used to develop an annual action plan covering
all major activities aimed at ecosystem restoratxon

Inthe foUowing sections we discuss (i) key assumptions, (ii) the four functional levels to the diagram,
ard (iif) the functional roles to be played by the participants in each of the individual boxes. As voen
- we brieily address the issues of stakeholder involvement and Category [IL.

Key Assumptions
The following assumptions were used to guide development of the proposed structure:.

1. Ttis easier to transform the fimction of existing pregrams and organizations than their strucwure.
The initial strategy is, therefore, to try and alter behavior and objectives of existing programs,
rather than restructure them. Later the EIR/EIS progcess can be used to propose restructuring, if
needed.

2. The long-term CALFED management structure must facilitate bot‘z
& adaptive management, and
b. stakebolder involvement and input.
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Coordinated Management Structure

3.

CALFED‘s main obhganon is to identify and implement a unified set of ecosystem goals and
objectives that leads to mtem‘ated planning and coordinated action,

CALFED must periodically sponsor a review of the current ‘state of the ecosystem’ and ﬁ om
this, reevaluate the current set of ecosystem goals and objectives.

There are two main ways for CALFED to get things done:

a. through agreement within the pohcy group: this leads to directives from senior members of
individual CALFED member agencies to their agencies directing that the organization- ahgn
with specific goals and undertake core actions; and

b. promoting coordination across implementing organizations.

There are three main way ys to influence how resources are applied:
a. CALFED policy group members can direct their agency budgets
b. through crediting or public recognition;

c. convincing independent programs to use their resources consistent with- the ecosystem
objectives developed by CALFED. ‘

Functional Levels :

In practice, the proposed structure will have four functional levels:

1

[

Decision Making / Mediarion: At this level, politicians and senior decisicn-makers from both the

govemnment and stakeholder cemmunities collaborate in setting the basic restoration agenda,

providing oversight, and mediating difficult issues. As well, they receive periedic mput from an
maependent “blue ribbon™ advisory p:mel

N

Planmng / Goal Settmg At this level, two distinct types of planmng are recoszmzed that which
is longer-term in nature, and related genera.lly to habitat, and that which is aimed at more

- immediate circumstances, primarily related to water managemsnt. With reference to the latter,

the Operauons Chairman will be responsible for planning for coordmanon of water project
operations, and reporting recommendations for short-term changes to CALFED for immediate
action. At the same time, the Bay-Delta Program, Ecosystem Rourdtable, and Bay-Delta Program .
Executive Director will work together to develop and revise running five-year plans containing -
ecosystem goals and core actions that serve to guide restoration and monitoring activities taking
place within the Bay-Delta ecosystem. The Executive Director will help determine whether a =
particular undertaking is best recommended to the CALFED Policy Group for implemertaﬁon
by the member agencies, or should be reterred to the coordmanon manager’s office (ses
assumptxon S, above)
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3. Coordination: At th15 level, the Coordmanon Manager and Workgroups strive to first ‘translate’
the goals and core actions into concrete, quantitative terms, and then to determine the most
practical, effective, and efficient means to achieve the desired end. In some cases, this will mean
coordination (group 1 does X, group 2 does Y, etc.), in others this will involve cooperation
(group 1 does part A, group 2 does part B, etc.), while others may involve co-funding. One of

the important activities at this level will be to deveiop a ser of functional and essential indicators -
and benchmarks that can be used by groups woncmg throughout the ecosystem. This will aid in
obtammg an accurate comprehenswe, and timely view of' the state of the ecosystem ‘

4.“ Imglementatlon At this level, individual entities engage in the actual work of creatmv and
* executing projects and programs designed to move the ecosystem toward the overall goals.

F uncnonal Rolrs
- G rovernor of C alrforma Secretmy of Jnterzor |

Provxdc authorxty, oversuzht. and medxanon as needed. _

CALF. ED Pol:cy Group

- Rcfer to jomt Cahforma/ Federal CALFED Policy Group, composed of State and F ederal agmcxes
- (represented by the California Water Policy Council and Federal Ecosystem Directorate). In.
“consultation with the Bay-De.ta Advisory Council, the CALFED Policy Group will establish the basic
restoration agenda, and outline broad funding priorities to guide all parties active within the Bay-
‘Delta ecosystem in securing and allocating resources. The CALFED Policy Group will be responsible
for final decisions concermng restorationi ﬁzrdmg by member agencies, and for developing a crediting .
. mechanism pertaining to stakeholder monies. ‘The CALFED Policy Group will also be responsible for

|  ensuring that CALFED agencies remain ahgncd with, and supportive of, established ecosystem goals:
and core actions. ) :

Bay-Delta Advisory Cou}wil . | ..

This existing group is composed of stakeholders, and is proposed to serve as a high-level ha.tson
between the various stakeholder communities and CALFED agencies. BDAC will assist the CALFED
Policy Group in both formulating the restoration agenda, and establishing funding pHOITDES and

- crediting policies. Tt is ref'ommended that a review be conducted of the current composition,
structure, and decision-making protocol for this group to determine if minor adjustments could help
achieve an even more effective stakeholder input. However, it is important that thls group retain their
current status as a chartered or;,amzattm under FACA
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Blue Ribbon Panel

~This will be a new group, to be composed at least 50% of pcople ﬁ'om outside the Bay-l)eita E
ecosystem. All panel members will be free from potential conflicts of interest. This group wiil be

relatwely small, and is to be 'omposed of individuals covenng arange of dlscxphnary ctpemse- and -
experience, :

| -Operaﬁons Chainnmr R

Ensures, on a day-to-day bams coordmanon of water management provrams and operataons with
requirements related to protection of aquatic ecosystems. The Operations Chairman establishes and
oversees the “Operations-Endangered Species Coordination Group,” and reports recommendations -
- for short-term changes to the CALFED Policy Group for immediate action. The Chairman also. -
* combines efforts with the Executive Director CALFED Bay-Delta Program to ensure that there is

" . -coordination among relevant monitoring and habitat efforts. The Operations Chamnan isan e\ustmg ‘
. position, and no chamzes are recommended at this time. .

" Exe:.ume Dzrer.mr CALF ED Bay-DeIla Program :

- On a day—to-day bas:s ensures that the a.cnda and funding pnormes set forth by CALFED Pohcv
. Group are carried out in an effective and efficient manner. The Executive Director détermines the
- most effective pathway for recommendations: (1) upward for consideration and action by the
. CALFED Policy Group and their member agencies, or (2) downward to the Coordination Manager -
. for consideration and action by the Workaroups and their respective organizations. The Executive .
‘Director also works with the Operations Chairman to ensure coordination with relevant water
management programs and operations. Three main changes are recommended to this existing

positon: (1) create and chmr the Ecosystcm Roundtable, and (") hire and supervxse a Coordmanon :
Manager : :

Bay-DeItq Program “

‘The Bay-Delta Program is the ‘master planner’ in this crganizational structure. This group will serve
to translate the basic agenda established by the CALFED Policy Group into a running Five-year

- Action Plan. In the process, this group will develop and refine the primary lists of ecosystem goais'
and core actions, and serve as the institutional memory concerning what has been, and still need to
be done on the overall restoration agenda. As weil, the Bay-Delta Program will examine and select

- alternative packages of solutions, and produce needed EIS/EIR materials. Another key function of

! Asused here, the phrase ecosystem goals refer (o general statements that, taken logether describe the overall
aspirations underlying progrums and projests intended to achicve ecosystem restoration in the Bay-Dclta
_ Scosystem.
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the Bay-Delta Program will be to produce periodic State of the Bay-DeIra Ecmyslem reports
describing current conditions. Over the long term, the Bay-Delta Program is expected to be a main
source of innovative proposals concerning the evolving set of goals and core actions. These.
recommendations and suggestions will be used as input by the Ecosystem Roundtable.

Ecosystem Roundtable

An Ecos;stem Roundtab!e will be created to develop an ecosystem-wide Annual Plan to gmde efforts
- of all parties throughout the. system. Key supporting materials to be produced by the Bay-Delta

- Program include the running Five-Year Plan, the set of recommended goals and core actions for 1chat |
_year, and the penodxc Stute of the Bay-Delta Ecosystem reports.

The Roundtable will be a large body of mdmdual; drawn from govcrnment and the ‘stakeholder
communities. The Roundtabie will operate on a consensus basis, and all members will be expected.
'to ‘check their institutional hat at the door’ (a /a Intemnational Joint Commission®). In this way, the -
~ group will serve as the ‘stewards’ of the ecosystem; in other words, they are expected to act on behalf
.of the ecosystem. Their overall charge as a group-is to translate the basic agenda established by the
CALFED Policy Group into a widely-accepted year.y Action Plan that will be used by all parties in

gmdmg mdmdual eﬁ‘orts toward system-mde rejuvenanon of the Bay—Dclta ecosystem.

The Roundtable wxll consist of two standing committess: poiicy and techmcal The pohcy committes
‘will undertake periodic reviews of all policies influencing the system, looking for opportumtxe'a to
imiprove efficiency and effectiveness. The technical committee will prcmde advise concerning factors.
affecting ecosystem health, appropriate and attainable ecosystem 8oals and objectives, and
recommended modifications to the list of core actions. It is expected that the work of both gmups
will benefit ﬁ'om the penodxc State. of lhe Bay-Delia Ecosystem reports

Each year thc Ecosystem ROundtabIe will be asked to review the current version of the Fi ive-year
Action Plan, developed by the Bay-Delta Program staff, and to develop consensus on a Bay-Delta
Action Plan for that year. This Plan will include a recommended set of specific goals and core actions
to receive special emphasis and attention during upcommg planning activities undertaken by each of
~ the implementing entities. Within the broad finding priorities set by the CALFED Policy Group, the

Ecosystem Roundtable will also ensure that the Plan provides recommendations concerning the level

of effort and resources to be devoted to each of the three thematic areas represented by, arnve
Workgroups. -

*I'te 1JC is un international arbitration hody, jointly formed earlier this century by the governments of the
United States and Caneda, Among other issues, the LC has dealt with ecosysters management and restoration issues in
the Great Lakes, walcr issues in the high plains, and fisheries and water management issues in the Pacific Northwest. In
over four decades of vperation, the JC has had 1o resort to a vote fewer than 5 times.

5
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The Ecosystem Roundtable does not yet exist, and is expected to be created through a Memorandum
of Understanding. Representation is still to be determined, but is likely to include elements from the
current CALFED Ecosystem Technical Group, the Category 111 Steering Committee, Stakeholder
 Policy Group, and Restoration Roundtable, all of which are proposed to be dissolved in favor of the
Ecosystem Roundtable. 1t may be necessary for this group to have 2 FACA charter. There are at least.
“two ways in which this could occur. The first is to create the Ecosystem Roundtable as a sub-
~ component of the Bay-Delta Advisory Committee, thereby gaining FACA status. The other is to
~ create a new, and separate charter for the Ecosystem Roundtable. While the former is probably easier -
to implement, the latter is probably the superior long-term solution,

Coordination Manager

The Cocrdination Manager is a permanent, long-term function He or she will be the broker of -
cooperative efforts in service of ecosystem restoration. The Manager will facilitate the ongoing
process of ‘translating’ CALFED’s goals and core actions into concrete, quantitative terms, and then
determining the most practical, effective, and efficient means to achieve the desired end. The Manager

will assist the Workgroups in finding ways to integrare individual programs into an effective
* coordinated approach to ecosystem restoration through coordination, cooperation, and in some cases,
co-funding. The Manager will compile an inventory of participants’ program plans, and will facilitate
“circulation of new proposais to relevant parties. The manager wnll also help promote and facilitate
' cooperanon between the separate Workgroups :

Worﬂgroups |

Thres Workgrouns are praposed one each in the areas of ® Operatxcns/ESA (n) Habltat
Restoration, and (jii) Systemwide Monitoring. Individual Workgroups will be compcsed of a mix of
qualified and expenenced individuals, drawn from both the government and stakeholder communities;
who are established and respected within their respected disciplines and communities. In each case
the members will explzczdy represent their individual institutions, in contrast to the Ecosystem

Roundtable where members represent the ecosystem. The three main responsibilities of the
Workgroups will be to:

-

1) develop indicators (measnrablc endpoints), benchmarks (indexed 0 space and ’lme) and an
evaluation plan relevant to their pamcular area of activity,

" 2) translate the Ecosystem Roundtable’s Annual Plan into action, and -

3) cooperaté with the other two Workzroups.
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Indicators are the ‘words’ in the restoration ‘language.” In other words, for practical reasons, it is
essential that the ecosystem goals ultimately ger described in more precise terms. Selecting indicators
is important not only for sharpening discussions concerning what is to be done, but also for discussing
how changes in the ecosystem will be measured. Benchmarks refer to the desired value for a
 particular indicator. Water quality criteria are one form of benchmark; another is the cbjective of
doubling numbers of a particular fish species in a designated place over a specified time pericd. In
short, the Workgroups are an ideal forum for deliberating and deciding on such technical issues.

Consequently, one output from the Workgroups will be a clear articulation of a set of ecosystem
objectives relevant to their area of activity. Unlike the more generai ecosystem goals, these objectwes
are specific statements describing structural and / or functional ecological endpoints associated with
ecosystem restoration in the Bay-Delta ecosystem. An example might be “the waters of the
Sacramento and San Joaquin Rivers will not exhibit toxicity in bioassay tests conducred at a {specific
geograptuc locauon} 7

The main armual effort of each Workgroup will be to develop or adopt a suite of specific projects and
programs needed to fulfil the goals 2nd core acticns that are receiving special emphasis and attention
that year. Initally Workgroups may be focused primarily on coordinating between individual

_programs; over time it is expected that there will beé 2 move toward consolidation of efforts and
improved efficiency.

Unlike the Ecosystem Roundtable, this group is expected to be explicitly ‘institutional’ in nature. In
other words, within-a cooperative spirit, members of the Workgroups are presumed to represent their
organization’s capabilities, interests, and mandate. It is recognized thar scme organizations havea
more restrictive mandate, while others have more degrees of fresdom. The Workm'oups willbean
effective forum for working through, at a ‘nuts and bolts’ level, all of the practical matters that need
to be considersd and handled in making integrated, adaptive environmental management approaches
work in the real world. The goal is to emerge - in concert with the development of each
organization’s individual Annual Action Plan - with a coordinated plan that specifies who does what,

what the expected results are 1o be (individually end collectively), and how performance w111 be
cvaluated. ' -

Stakeholder Involvement

The design of this plan allows for stakeholder input at all four levels. Stakeholders will have active
and important roles not only on the Bay-Delta Advisory Council, -but also the Ecosystem Roundtable,
and all three Workgroups. As well, there will be stakeholder programs at the impleme'ztation level
(e.g., Category I11, Salmon Stamp). Additionally, it is expected that some of the participants in this
structure may elect to include public meetings as part of their activities.
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Category 111

The spirit and activities of Category ITI will be very much a part of the new structure, although the
current Steering Cormmittee will be dissolved, and their functional responsibilities transferred to other
forums (e.g., BDAC, Ecosystem Roundtable, and the Workgroups). As well, there will be a separate
Category 11T entity created and made responsible for raising funds, developing and carrying out
programs and projects, and ensuring that the stakeholders interests and responsibilities, as outlined
in the December 15 Bay-Delta Accord, are effectively met and fulfilled. :

“ ™Tar L@l
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